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Mission  of  the  Boston  Police  Department 


Guided  by  our  Pride  and  Commitment  and  working  in  partnership  with  the 
people  we  serve,  we  will  systematically  identify  and  work  toward  the  solution 
of  every  problem  that  is  contributing  to  crime  and  disorder  until  we  have 
secured  every  house,  street,  and  neighborhood  from  crime  and  fear  of  crime  and 

prevented  both  from  arising  again. 
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Boston  as  the  Nation's  Police  Testing  Ground 


William  J.  Bratton 

Boston  Police  Commissioner 

The  Boston  Police  Department  is  embarked  on  a  three-year  plan  to  become  the  fmest 
problem-solving  police  department  in  the  United  States.  Our  strategic  mission  is  to  reduce 
and  prevent  crime,  fear  and  virtimization  in  the  City  of  Boston.  We  propose  to  accomplish 
this  through  building  enduring  partnerships  with  neighborhood  residents  and  other 
stakeholders  in  the  city.  These  partnerships  are  the  central  tools  with  which  we  are  making 
the  transition  to,  and  then  performing,  problem-solving,  preventive  policing.  We  are 
operating  along  the  lines  laid  down  by  Attorney  General  Reno,  when  she  called  on  police 
departments  to 

Take  a  new  approach  to  fighting  crime  by  building  parmerships  with  community 
groups  and  residents.  Together  they  will  develop  a  strategy  for  preventing  crime, 
promoting  problem-solving,  and  enhancing  public  sctfety  in  their  neighborhoods. 

To  open  the  door  to  the  fiiture,  for  our  Department  and  for  policing  in  general,  we 
propose  a  new  and  comprehensive  model  for  developing  and  evaluating  policing  initiatives. 
We  propose  to  open  the  core  activities  of  the  Department  to  an  integrated  series  of  in-depth 
partnerships  with  leading  thinkers,  to  implement  ~  and  thoroughly  evaluate  —  cutting  edge 
^proaches  to  the  toughest  public  safety  problems  now  faced  by  police  departments 
nationwide.  The  outcomes  will  shape  the  processes  that  municipal  police  departments  can 
use  to  transform  themselves  from  predominantly  reactive  organizations  to  pro-active, 
problem-oriented  service  delivery  organizations.  With  this  research  and  practice  model, 
Boston  can  be  utilized  to  play  a  role  that  no  other  city  is  capable  of  playing,  given  the 
unique  circumstances  and  conditions  that  define  the  city  and  its  assets  and  liabilities. 
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The  opportunity  for  national  urban  policy  makers  is  a  single  laboratory  where  issues, 
research  methods  and  processes  can  be  examined  and  considered  as  an  integrated  whole, 
rather  than  as  fragments.  Instead  of  several  different  experiments  going  forward  in  several 
different  cities  in  widely  variant  circumstances  and  conditions,  we  propose  to  open  up 
Boston  as  the  place  to  power  up  the  microscope. 

Boston  is  positioned  to  play  a  major  role  in  designing  the  pathway  to  policing 
excellence  in  America.  Prominent  researchers  from  a  variety  of  academic  fields  will  work 
hand-in-hand  with  police  managers  and  officers  to  test  and  evaluate  new  approaches  to 
policing.  Out  of  this  will  come  two  sets  of  outcomes  that  will  have  significance  for  policing 
across  the  country. 

1.  We  will  make  important  contributions  to  the  strategic  understanding  of  some  of  tiie  most 
vexing  of  the  substantive  public  safety  issues  ~  youth  violence,  drug  trafficking  and  abuse 
and  violejice  in  the  home  —  now  confronting  cities  and  urban  police  departments 
nationwide. 

2.  We  will  develop  processes  for  organizational  change  that  will  be  readily  fransferable  to, 
and  replicable  in,  hundreds  of  other  cities. 

Why  Boston? 

Boston  is  the  right  place  to  implement  this  model;  now  is  the  right  time  to  strike.  We 
are  a  major  city  confronting  the  complex  issues  of  violence,  ethnic  change,  and  fear  that 
confront  every  large  municipality  in  the  nation.  Yet  we  are  not  so  large  or  entangled  in 
trouble  that  results  here  will  not  be  transferable  to  other  cities.  Of  critical  importance  is  the 
fact  that  we  have  put  in  place  the  administrative  capability  to  take  on  a  core  effort  of  this 
magnitude;  Boston  can  make  it  wort  The  leadership  of  the  Department  is  now  stable  as 
well  as  seasoned,  with  its  face  turned  to  the  future.  The  Department  is  collaborating  with 
all  levels  of  law  enforcement  as  well  as  with  an  ever-widening  circle  of  community  and 
other  stakeholder  groups  in  every  facet  of  our  work.  The  level  and  quality  of  cooperation 
is  unprecedented  in  the  modem  history  of  the  Department. 
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We  will  assemble  a  unified  package  of  cutting-edge  proposals,  in  collaboration  with 
some  of  the  most  inventive  minds  in  the  relevant  fields,  to  present  the  opportunity  to  test  a 
number  of  ideas  in  an  integrated  fashion,  in  a  city  that  augurs  for  easy  transferability. 

With  our  new  management  team  in  place,  and  with  a  new  relationship  with  City  Hall, 
the  Governor's  Office  and  the  State  Legislature,  we  now  quite  realistically  can  propose 
nothing  less  than  a  major  re-engineering  of  the  Boston  Police  Department;  America's  oldest 
municipal  department  seeks  to  become  the  country's  model  police  service. 

As  with  other  police  departments  around  the  country,  we  seek  to  break  two  cycles 
operating  within  the  general  category  of  "crime."  The  first  is  the  cycle  of  interpersonal 
violence:  victimization-begets-fear-begets-more  victimization.  The  second  is  the  cycle  in 
A^^ich  disorder  is  allowed  to  go  unchecked  in  public  spaces  and  those  spaces  become  host 
cultures  for  stranger  crime.  Crime  generates  fear  on  the  part  of  decent  citizens  and 
influences  them  to  abandon  the  public  spaces,  thereby  leaving  more  and  more  turf  up  for 
grabs  or  in  the  hands  of  the  outlaw  few.  The  abandonment  of  public  spaces  by  the  lawful 
majority  fiiels  the  downward  spiral  of  deterioration  of  order  and  civility.  As  order  erodes, 
the  outlaws'  field  of  opportunity  widens. 

The  Strategic  Planning  Process 

In  September,  1992,  we  launched  the  effort  to  transform  the  Department  to  a 
problem-solving  organization.  Over  the  roughly  12  months  since  we  launched  the 
implementation  of  Neighborhood  Policing,  Boston's  version  of  community  policing,  we 
have  made  important  strides.  One  hundred  officers  have  been  trained  and  assigned  to 
permanent  problem-solving  beats  citywide.  The  techniques  have  been  integrated  into  an 
expanding  proportion  of  the  functions  and  organizational  units  of  the  Department.  Even 
specialized  units,  where  they  have  not  been  retrenched  to  support  decentralization,  are 
incorporating  problem-solving  and  prevention  in  their  understanding  of  their  missions  and 
tasks. 

Some  of  the  conclusions  that  have  emerged  to  date  from  this  ongoing  planning 
process  —  and  that  have  informed  and  shaped  the  omnibus  research  proposal  we  offer  in 
this  document  —  are  as  follows. 


Boston  as  the  Nation's  Police  Testing  Ground 
4 


•  The  core  of  the  Boston  Police  Department  is  1900  sworn  personnel  who  are  properly 
oriented  and  prepared  to  take  on  the  complex  task  of  dramatically  shifting  the  basic 
activity  of  the  organization.  Decentralization  is  working  as  the  founding  administrative 
technique,  encouraging  ever-unproving  creativity  and  innovation  in  districts,  divisions, 
and  units.  The  properly  decentralized  organization  is  serving  as  the  sturdy  platform  for 
mounting  the  new  research  approach. 

•  The  residents  of  the  city  are  not  civilians  we  encounter  in  the  course  of  fighting  crime, 
but,  rather,  citizens  who  are  our  customers. 

•  We  will  need  an  outv/ard  orientation  to  obtain  the  resources  and  expertise  to  design  the 
pathway. 

•  Processes  and  techniques  developed  in  Boston  will  be  readily  replicable  in  other  cities 
nationwide. 

•  Boston  is  "winnable. " 

Some  key  examples  of  our  new  orientation  are: 

•  Training  and  supporting  captains  in  the  10  patrol  districts  to  assume  primary 
responsibility  and  authority  for  the  delivery  of  services,  (see  attached  article) 

•  Millions  of  dollars  in  new  information  technology  designed  to  support  the  decentralized 
administration  of  Neighborhood  Policing. 

Our  analysis  also  shows  a  widely  disproportionate  relationship  between  fear  and 
reported  crime  in  Boston.  Overall  Part  One  crime,  as  defined  by  the  Uniform  Crime 
Report,  has  been  declining  steadily  for  nearly  three  years.  The  declines  are  especially 
noteworthy  in  the  stranger  crime  category.  Robbery,  for  example,  is  down  over  31  percent 
in  1993  as  compared  with  the  average  number  of  robberies  for  the  previous  10-year  period. 
The  17  percent  decline  in  robberies  that  we  experienced  through  August,  1993  as  compared 
to  the  same  period  in  1992  is  significantly  ahead  of  the  nationwide  decrease  in  this 
category. 
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The  dramatic  decreases  in  random  crime  suggest  that  important  progress  has  been 
made  by  the  active  partnerships  and  networks  involving  the  Boston  Police  and  the  spectrum 
of  stakeholder  groups  in  the  city.  Yet  fear  remains  high,  as  firearm  violence  increases 
among  young  people.  This  fear  is  prevalent  among  people  who  may  reasonably  have  no 
expectation  they  will  become  the  victims  of  violent  crime.  In  turn,  this  fear  undermines  the 
quality  and  stability  of  neighborhood  life,  in  crime-impacted  communities  and  in  non- 
impacted  communities.  Thus,  in  order  not  to  "fear  fear  itseir  we  must  successfully  take  on 
the  substantive  issues  that  generate  it.  In  this  respect  we  are  struggling  with  the  same 
priority  issues  as  every  major  urban  area  in  the  country. 

Strategic  Foci:  "broken  windows'  and  broken  homes 

Our  strategy  recognizes  that  interpersonal  violence  and  disorder  are  the  two  primary 
fields  in  which  we  have  to  operate.  Both  must  go  forward  simultaneously.  To  establish  a 
united  approach  to  these  intersecting  sets  of  problems  and  obstacles,  we  are  proposing  to 
synthesize  —  within  Neighborhood  Policing,  our  locally-derived  application  of  problem- 
solving  —  two  of  the  cutting-edge  ideas  in  contemporary  urban  policing. 

One,  to  address  the  overarching  crisis  of  violence,  we  want  to  experiment  fully  with 
the  adoption  of  the  public  health/prevention  model.  As  Dr.  David  Satcher,  head  of  the 
Centers  for  Disease  Control  and  Prevention  has  argued,  "Violence  is  the  leading  cause  of 
lost  life  in  this  country  today.  If  it's  not  a  public  health  problem,  why  are  all  those  people 
dying  from  it?"  We  have  learned  that  enforcement  and  regulation  are  of  limited  service.  If 
we  are  to  develop  effective  preventive  measures  we  need  to  understand  why  the  use  of 
deadly  violence  has  exploded  among  young  people.  As  indicated  above,  we  are  uniquely 
well-positioned  to  implement  and  evaluate  innovative  approaches  within  this  model,  given 
our  intimate  networks  with  some  of  the  world's  preeminent  health  and  education 
institutions. 

Second,  in  the  general  practice  of  Neighborhood  Policing  we  are  also  seeking  to 
integrate  the  "broken  windows "  notion  of  the  critical  link  between  restoring  and  maintaining 
order,  the  prevention  of  stranger  crime  and  victimization  and  the  general  reduction  of  fear. 
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The  question  now  becomes,  how  do  we  successfully  ^ply  the  philosophy  and 
strategy  of  problem-solving  policing  to  the  particular  circumstances  and  conditions  of  the 
City  of  Boston?  Does  the  strategy  hold  up  in  the  heat  of  engagement,  as  police  and  citizens 
toil  in  honest  efforts  to  improve  the  quality  of  city  life?  How  would  we  know? 

In  order  to  develop  the  most  incisive  and  thoughtful  tactics  to  execute  our  strategy, 
that  is,  to  give  us  a  method  for  answering  the  above  questions,  we  propose  an  innovative 
model  that  could  be  called  either  practice-based  research  or  research-guided  practice.  We 
propose  a  model  in  which  the  laboratory  is  the  actual  practice  of  policing  on  a  day-to-day, 
night-by-night  basis.  The  experiments  will  not  be  isolated  from  the  normal  life  and  work  of 
the  Department.  Further,  the  research  will  go  forward  as  an  integrated  whole,  rather  than 
as  a  collection  of  unrelated  efforts  going  off  in  their  own  directions.  Most  importantly,  the 
research  will  be  designed  for  the  benefit  of  the  people  we  serve  ~  Boston  residents  ~  and 
not  merely  for  the  advancement  of  academic  research  for  its  own  sake,  even  as  we 
recognize  the  legitimacy  of  varying  approaches  to  research. 

What  Boston  WU  Deliver:  The  Model  for  Testing  and  Innovation 

Our  challenge  in  late  1993  is  to  take  the  Department  to  the  next  level  of  quality,  with 
each  new  level  we  attain  functioning  as  another  piece  of  the  pathway  to  excellence.  We 
strive  now  to  challenge,  train,  and  test  the  executives  and  the  management  capabilities  of 
the  organization.  Over  the  course  of  the  past  12  months  we  evolved  a  model  for  pushing 
our  managers  that  brings  academic  researchers  and  police  practitioners  into  collaboration  on 
understanding  and  effectively  managing  the  key  substantive  issues  that  drive  fear. 

We  want  to  come  to  the  Department  of  Justice  with  an  omnibus  research  proposal 
ready  for  implementation  as  soon  as  it  is  authorized.  We  will  seek  the  participation  and 
support  of  the  relevant  universe  of  federal  agencies  and  offices  as  well;  we  will  be  talking 
with  the  White  House,  the  National  Institute  of  Justice  and  the  Bureau  of  Justice  Assistance 
within  DOJ,  Health  and  Human  Services,  Housing  and  Urban  Development,  the  Centers 
for  Disease  Control  and  Prevention,  and  the  Department  of  Labor.  A  number  of  other  key 
nongovernmental  organizations  will  be  brought  in  as  well,  chiefly  the  Police  Executive 
Research  Forum  and  the  Major  Cities  Chiefs  group  within  the  International  Association  of 
Chiefs  of  Police. 
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The  key  substantive  issues  we  will  work  on,  some  of  which  were  identified  on  page 
3,  above,  are: 

•  Firearm  violence  among  street  gangs  and  lor  young  offenders.  This  is  especially 
critical  in  the  public  schools,  where  a  rise  in  violence  is  fuelling  fear  and  an 
abandonment  of  the  system  by  many  parents. 

•  Street  or  neighborhood-based  drug  trafficking,  whether  gang-related  or  not,  and 
commission  of  crimes  by  addicts  to  obtain  money  for  drugs. 

•  Changing  demographics  in  neighborhoods  across  the  city  can  generate  fear  on  the  part 
of  longer-term  residents  and  new  neighbors  alike.  The  changing  of  urban 
demographics  is  an  issue  in  every  city,  and  problem-solving  policing  can  and  must  play 
a  critical  role  in  reducing  the  anxiety  involved  in  this  process. 

•  Violence  in  the  home,  particularly  as  it  involves  female  and  child  victims,  including 
general  physical  violence  and  sexual  violence. 

We  have  been  concerned  also  with  issues  of  a  more  technical  and/or  administrative 
nature,  with  questions  about  which  tools  we  need  to  re-orient  and  reposition  the 
organization.  Some  of  the  key  questions  here  are: 

•  How  do  you  continue  the  internal  organizational  transformation  of  an  old,  large  urban 
police  department  to  a  service  that  operates  ~  hires,  promotes,  rewards  -  on  the  basis 
of  professionalism  and  merit  rather  than  on  internal  or  external  political  influences? 

•  How  do  we  employ  technology  not  just  to  do  what  we  do  now  more  efficiently,  but  to 
change  what  we  do,  that  is  to  drive  the  transition  to  pro-active  policing? 

One  readily  sees  that  even  if  we  were  to  successfully  take  on  each  of  these  issues  only 
in  its  single,  literal  dimension,  we  would  make  much  progress.  We  are  proposing, 
however,  to  go  much  further,  by  exploiting  all  the  opportunities  inherent  in  these  problems 
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and  obstacles,  to  build  the  pathway  to  organization  excellence  as  we  develop  an  enhanced 
command  of  the  elements  of  the  problems  themselves. 

Some  of  the  academic  partners  we  would  hope  to  bring  on  board  are  either  within  or 
geographically  close  to  Boston,  at  institutions  such  as  Northeastern  University,  MIT, 
Brandeis,  Harvard  and  the  University  of  Massachusetts  at  Boston.  Participation  from  key 
actors  at  institutions  and  think-tanks  from  elsewhere  in  the  country.  Also,  for  the  first  time 
we  mil  link  our  research  efforts  with  those  of  the  cutting-edge  firms  in  the  private  security 
industry.  With  the  growth  that  this  industry  is  experiencing  everywhere  in  America,  it 
imperative  for  police  and  the  industry  to  work  in  a  complementary  and  collaborative 
fashion. 


The  Boston  Police  Department  is  prepared  to  play  a  leadership  role,  in  the  interest  of 
the  people  we  serve  and  in  the  interest  of  advancing  the  theory  and  practice  of  problem- 
solving  policing  in  America. 


This  proposal  was  prepared  with  assistance  from  James  T.  Jordan,  director  of  Strategic 
Planning  and  Policy  Development,  Boston  Police  Department;  and  Joan  Brody, 
Neighborhood  Policing  Coordinator,  Boston  Police  Department.  
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Pride  and  Commitment 

The  motto  of  the  Boston  Police  Department 


Pride 

in  each  of  ourselves;  in  each  other;  in  our  Department;  in  our  neighborhoods;  in  our  City. 

Commitnient 

to  fight  for  every  house,  every  block,  every  neighborhood  and  for  our  City. 


We  will  win. 
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